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BUILDING  RESILIENT  ORGANIZATIONS  FOR 
TURBULENT  TIMES 

ABSTRACT 

In  this  video,  Mr.  Brown  defines  change  and  discusses  its  impact  on  organizations.  He 
presents  methodologies  to  identify  and  create  “assimilation  capacity”.  Mr.  Brown  also 
•  addresses  building  resilience  into  organizations  that  must  undergo  change.  He  describes  how 

ODR  uses  their  proprietary  methodology.  Managing  Organizational  Change  (MOC),  to  help 
organizations  assure  that  major  change  projects  such  as  rightsizing,  new  technology 
integration,  and  quality  improvement  are  implemented  on  time  and  within  budget.  Many  of 
these  issues  are  being  worked  by  the  Consortium  in  its  Tfechnology  Insertion  and  Process 
)  Improvement  projects. 
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THE  CONTEXT  FOR 
ORGANIZATIONAL  CHANGE 


There  are  five  elements  that  comphse  the  context  in  which  change  can  succeed’ 

intent,  commitment,  structure,  reaffirmation,  and  learning. 

Major  transformations  are  best  sustained  when- 

■  The  intent  \o  change  becomes  a  commitment.  This  occurs  when  people  are 
made  aware  of  tfie  high  cost  for  not  achieving  their  goals. 

■  This  bond  between  intent  and  commitment  becomes  the  motivating  force  for 
adhering  to  a  structure  that  can  translate  determination  into  tangible  results. 

■  The  resolve  to  continue  this  coc.-se  cf  action  is  testeo  and  reaffirm.ed  through¬ 
out  the  impiem.entation  process. 

I  I  he  s'uccssstui  accc.'T'ciiSc-mer.t  o‘  '.'.-j  S'  _  .-.s  .'.c-sc  trat 

future  changes  will  be  atte.motec. 

■  The  cycle  of  intent,  commitm.ent,  structure,  and  reahirmaticn  :s  most  likely  to 
be  sustained  in  an  environment  characterized  by  learning  (accountability 
responsibility,  consequences)  —  not  blaming  and  defense. 


WHAT  IS  MAJOR 
ORGANIZATIONAL  CHANGE? 
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THE  INCREASING  IMPACT  OF  CHANGE 


Key  Characteristics  of  Turbulent  WorK  Environments 

■  More  interactive  components  ^0.0.  cecoie.  tasKs.  'ssues.  orcciems 
opportunities) 

■  More  interdependence  among  the  compcnents 

■  More  unanticipated  consequences 

■  Less  time  to  react  to  events 

■  Less  predictability  and  control 

■  Less  du'ability  of  solutions 
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ASSIMILATING  CHANGE 


■  ‘'Assimilating  change"  means  recovering  from  a  significant  disruption  in 
expectations.  This  is  accomplished  when  new  expectations  are  developed 
that  allow  people  to  succeed  in  an  unfamiliar  environment. 

■  It  is  not  necessary  for  people  to  like  what  has  happened  to  them  wnen  oisrup- 
tions  occur.  What  is  important  is  that  they  can  establish  new  expectations  that 
will  enable  them  to  dictate  or  at  least  accurately  anticipate  what  will  hacpen  in 
the  unfamiliar  environment. 

■  Each  individual,  group,  and  organization  has  its  own  unique  capacity  for 
change  that  is  symbolized  by  the  amount  of  “assimilation  resources"  they 
have  available  for  adjusting  to  change, 

1  When  pecole  face  Tore  chance  than  thev  'nave  assimiiaticn  'sscorcc:  'c 
abscro,  h'ey  enccunte''  '^UTUP.E  SHOCK 
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FUTURE  SHOCK 


That  point  in  time  when 
people  can  no  longer 
assimilate  change  without 
displaying  dysfunctional 
behavior. 


CHANGE-RELATED  DYSFUNCTION 


Any  action  or  feeling  that 
diverts  resources  away 
from  meeting  productivity 
and  quality  standards. 


3  OOR,  all  rights  reserved,  1993 


CO 


A  u 

®  *  5  •  «  - 

3  S  ^  jO  m 

>.°  «  S 

lllsi- 

-•=§5 


(0  : 


•g®  E  -D 

m  m  9 


^  ^  i*k 


«  » 'S  c 
5  c  •  o 


J'IeI 

S?  8|| 

-=|fil|?l| 

■“*S  S'S  -  ? 

>  S  u  ”  o  -g  « 
OC  g  s  E  O 

8  S 

0.  % 
w 

m 


O 


NoiioNfusAa  do  HHuoaa 


HOW  DYSFUNCTION  AFFECTS  CHANGE 


Degree  of 
Dysfunction 


High 


Organizational 

Outcome 


Change  is  fully 
Implemented 


Individual 

Learnings 


People  absorb 
and  integrate 
change 


Outcome 

Characteristics 


Change  Is 

People  only  cope 

Superficial 

executed  only 

and  adjust  to 

application,  short 

change 

term  In  duration; 
compliance  with 
only  technical 
specifications 

Comprehensive 
application,  long 
term  in  duration; 
the  spirit  as  well  as 
the  technical 
specifications  are 
achieved 


■  When  people  experience  future  shock,  they  don’t  stop  changing  —  they 
become  more  dysfunctional. 

■  As  the  symptoms  of  dysfunction  increase,  the  Denefits  of  the  results  achieved 
by  the  change  are  decreased  —  productivity  and  quality  suffer,  which  lowers 
efficiency,  effectiveness,  profits,  etc. 

■  Judging  only  the  appearance  of  change  without  acknowledging  the 
associated  dysfunction  can  generate  a  distorted  view  of  actual  results. 
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Degree  of  Increase 


CAPACITY  VS.  DEMAND 


■  Each  of  us  travels  through  life  at  a  unique  pace  that  allows  us  to  assimilate 
the  major  changes  we  face.  This  is  referred  to  as  our  speed  of  change. 

People  who  demonstrate  exceptionally  high  performance  during  periods  of 
major  change  are  usually  operating  near  their  optimum  speed  of  change. 

When  people  are  functioning  at  their  optimum  speed  of  change,  they  are 
absorbing  significant  dismption  with  minimal  dysfunction. 


PERFORMANCE  DURING  CHANGE 


Minimal 

Performance 

During 

Major 

Change 


LOW 


HIGH 


Optimal 

Performance 

During 

Major 

Change 


■  Your  speed  of  change  is  not  just  the  rate  at  which  things  around  you  are  mov¬ 
ing,  but  the  pace  at  which  you  can  bounce  back  from  the  confusion  caused 
by  uncertainty.  Your  speed  of  change  reflects  how  quickly  you  can  recover 
from  dismpted  expectations,  avoid  the  dangers,  and  grasp  the  opportunities 
that  have  been  generated  in  a  new  situation. 
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RESILIENCE 


The  single  most  mportani  factor  necessar/  to  increase  an  organization  s  soeec 
of  change  is  the  degree  to  which  people  are  RESiLiEiNT. 

RESILIENCE  is  the  ability  to  absoro  high  levels  cr  disroctive  cnance  wm.e 
displaying  minimal  dysfunctional  benavior. 

It  is  no  longer  sufficient  to  merely  "adapt’  to  new  cemands,  "cope '  with  tne 
stress  of  uncertainty,  or  “adjust”  to  disruptions  in  the  workplace.  RESiL.ENCE  is 
the  force  that  allows  people  to  go  beyond  sun/ival  and  to  actually  prosper 
n  environments  that  are  becoming  increasingly  complex. 


encoce  cnanoe. 


''.cm 


Regain  their  scuiiifcr'um  -aster 
Maintain  a  higher  level  or  productivity 
Are  pnysicaiiy  and  emotionally  healthier 

•Achieve  m,ora  of  their  cbiectives  than  people  who  g.rpe.nerce  -^t^re  sinock 
Tend  to  rebound  from  the  demands  of  change  even  stronger  than  before 
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LOW  RESILIENCE 
Fime  to  Assimilate 


Expectations 

D 

Perceptions 


Expectations 

Perceptions 


HIGH  RESILIENCE 
Time  to  Assimilate 


ODR,  all  rights  resarved,  1993 


Recovery 


THE  BASIC  CHARACTERISTICS  OF 
HIGHLY  RESIUENT  PEOPLE* 


BURNING  PLATFORMS 


A  burning  platform-type  decision  is  at  hand  when  the  organization  is  facing  a 
major  (disruptive)  change  in  which  the  cost  (pain)  for  the  status  quo  is  prohibi 
tively  high. 
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KEY  ROLES  tN  THE  CHANGE  PROCESS 


individual  or  group  who  legitimizes  the  change 

Individual  or  group  who  is  responsible  for  implementing 
the  change 

individual  or  group  who  must  actually  change 


Individual  or  group  who  wants  to  achieve  a  change 
but  does  not  possess  legitimization  power 
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KEY  ROLES: 

THREE  BASIC  STRUCTURES 


RELATIONSHIPS  DURING  CHANGE 


THREE  OPTIONS 


The  capacity  ot  sponsors,  agents,  ana  targets  to  .vota  tcgeiher  can  ce  cnarac- 
tenzed  in  one  ot  three  ways: 


Self  •destructive 

Static 

Synei^istic 


SYNERGY 


indivicoais  or  orcuos  '.voh-;ina  toGot^er  :r  a  n'an''S'  tnat. 


Proacces  a  Greater  fetal  ehect  man  rra  sum 


teir  noiv^caa:  enena. 


Gene^'ates  r^.ore  cen-rts  *c  the 
censameo. 


'-^1  _ 


Reacires  tewer  assimiiaticrE  resources 
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PREREQUISITES  TO 
SYNERGISTIC  RELATIONSHIPS 


■  Willingness 

I  Common  goal 

•  Goal  acnievement  must  requ  re 

■  Ability 

>  Empowerment 
I  Participative  managem.ent 


1 


ODR.  ail  rights  reserved,  1993 


SYNERGISTIC  PROCESS 


PHASE i 

Interacting 

Surface  Diversity 


PHASE  IV 

Implementing 

Initiate  and  Complete 
Action  Plans 


Based  on  concepts  originally  develooed  by  Henry  Nelson  Wieman 
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HOW  TO  PREPARE 
YOUR  ORGANIZATION 
FOR  CHANGE 


KEY  ELEMENTS  OF  THE  MOC® 
METHODOLOGY 


The  MOC  methoaciogy  accresses  ihe  four  elements  that  a-'e  most  arj::" 
managing  change  in  turouient  hmes; 


Helping  people  throcgnout  the  organization  to  strengthen  tnetr  -es  i 
change. 

Developing  a  genera;  readiness  tor  change  among  peocie  at  ar  iev 
the  organization 

Making  change-reiatea  cecisions  at  the  semcr  .evei  Ttat  :vT  e  c 
organizaticn  s  capac.tv  to  sjccssstaiiy  assm'nate 

Designing  :mc:eir'9"'a:,c.:  .trc":tec::^:s 'm- czec::;:  "'o-:e 
can  aadress  me  ^mc-e  "eecs  ct  the  organization 


BUILDING  INCREASING 

IMPLEMENTATION  T  ORGANIZATIONAL 
ARCHITECTURE  READINESS 


■1  wnen 

lence  to 

eis  oi 


Questions  or  comments  on  content  should  be  directed  to: 


A)  Brown 
ODR 

2900  Chamblee-Tucker  Road 
Building  16 
Atlanta,  GA  30341 
(404)  455-7145 


Or  to: 

Robert  L.  Christopher 
Software  Productivity  Consortium 
2214  Rock  Hill  Road 
Herndon,  VA  22070 
(703)  742-7228 


Send  feedback  on  the  Consortium’s  Video  Program  and 
orders  for  video  products  to: 

Technology  Transfer  Clearinghouse 
Software  Productivity  Consortium 
2214  Rock  Hill  Road 
Herndon.  VA  22070 
(703)  742-7211 


